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THE UTILITY OF ORGANIZATION DEVELOFMENT

MATHODS FOR EDUCATICNAL PLANMING

This parer is organized into three parts. First, I point out soms
current practices in educational planning that may violate pripciples of
effective human behavior in edusational organizations. Second, 1 describe
a rethod for raking organizational proc:uses more c¢ffective. This method
is referred to as organization development or OD. Finally, and most
importantly, I try to outline he: anid viere OD msthods can te used in con-
Junction with educational planning.

It is imporiant to preface this paper with some quaiifications, 1
do not pratend to te expert in both educetionel planning ard organizational
develorment. I have done some reading ir the plaining erca and I do clalm
to know the field of organizational develorment. irom reading the planning
literature, hovaever, it ;ppears to e that OD methods are potentially use-
ful to educationsl plaaners. Thus, the foecus of the papar is not so much
to eriticize current educational planning, as it is to introduce 0D and to
describe its potent al utility to the plaraing community.

AS early as the 1930's, Karl Mannheim argued that rlanning is irevi-
table and that the only choice 18 Letween goed &nd vad planning.l ‘These
are sur2ly tires in which &ccountability and planning &re central themes.
Educzational pilanning, however, seeks to b2 focused on the technology of
planning rather than the eff2ctive use of the planning process in educa-

tional organizations, Planning is don: by humans, and some current practices

loee Kerl Manulein, Man and Society In An Age of Reconstruction (1940).
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in educational. planning violeate important prirnciples of how humans behave
in organizations. It is my thcsis that educational planners could profit
by combining their mzthods uith olher Lechnologies for coping with and

notivating human Lehaviors if they want planning to carry on into action,

Educational Planning v. Some Frinciples of Eff:cliva Human Dehavior in

Edu-ational Orpanizations
I agree with a ra‘her os.raightforwaid definition of planning uszed
b my colleosias At ths Canter for tha !divanzed Stuly of Educational Adnin-
istration. FEidell and Napgle define plunning in the following way:
"planning rafers to the develc;ment of & detailed
presc.iption for loing or miking something. It is
concerndd with tha question of how to achieve a
given end angd it results in decisions about future
astivities,”
Deyending on the particular model, nost plarnhing schermes include
at least three stag2c. ‘fThere s an ¢dlective-zetting or information-
generating stags in which the rurposes of the organization are defined
and structured. There is an analvsis stage wherein certain planning tools
and modéls are used to ascertai:. th2 weights of ea.h objective and to
exanine alternatives, discrapancies and relationships. There i5, at least
fuplicitly stated, an inplementation stage to rut the plan into operation
and o gererate rew data which serves to modify tre planning process as
it cycles back through the various stagas,
It §is in tre oblactive sotting and irplerintatior stages that educaticnal

plarners may violate some principles of effective human behavior in educa-

tional organigatizns. It is possible thet being aware of these violations

2Perry 1. Eidell and John ¥. Nagle, "Ooncefiualigation of PFES and
Data-Rased Educational Plarning.” Center for the Advanced Study of
Educational Adainistration, April, 1970, p. 7. {}



rray help edueational planners to discover ways to seb tetter organlzational
objeclives ant to develop plans which have a highsr probability of bteing
impleniented.

The first principle of effective human behavior in educational
organizations is that people are not really committed to decisions they
have no part in making. The same psychology is true for goal setting.
lFeople do not automatically acaept tha gools of others. This is one reascn
there is so mich subversion of the formal organizstional geals by informal
pecr gioups in organizations. It is importani in cducational planning thit
a way bte found %9 involvs all marbers cof the orgéenizaticn in making decisions
and setting goals that are ajpropriate %o their own spheres of work.
Involving people ii. this way facilitates the future irplamentaticn of the
plan,

Kany educationel planning medecls propose a decisichi~aking process
thal is concentrated solely at the top of the orgenizetion. Of course,
those in authority rust make dxcisitns, hut pany planning models propose
that the function of subordinates is m r2ly Lo transfer information upwards
$0 that the decisions can te mads &t the top. E. &, Quads, in discussing
systens analysis for non-rilitary planning, openly admits that systems and
analysis may cofe more slowly to nonemilitary ergsndzations because the
laiter are "less controlled by the top.“3 This m28ns that the power of the
utper echelons to exact compliance from those tolow is very icportant in

planning. 1his is also a paint nmade by Aaron Wildavsky when he criticizes

3E. S, Quede, "Systems Analysis Techniques for Planning-Frogramuing-
Budgeting, ™ a working pxpor for the Rand Corporaticn, 1966, p. 28,
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the non-military uses of PFBS.L Some educational planners even go so far
s Lo hint (hat thy most effective plenning igunores tubordinatas. Schick
argues, for example, that in PI3S the tudgeting eni analysis-planning
dimensions should bo separate tacause sobordinates in the "bowels of the
orzanization," while they do have Luipsiing infoinmation, lack tha insight
end competence to do analysis.j

The second principle nf effective human bshavior in complex organ-
izations is that subordinates attempt to literate tihemselves as much as
possitle from organizational controls., Autonony, a form of power, is the
ability to resist organizationel centrol., Juy points cut thet autonomy
is one of tim rea. pleasures of rower.6 Shepard feels that the underworld
of infernal orgtnizational 1ife (L.2., that which is important to worker
peer groups but nct officielly approved) is spent trying to gain freedons
from the inmpositions of thase higher in the hierarchy.7 Anthony Downs sums
up this psychological principle with what he calls the "law of counter
contral,” It is:

The greater the effort m:de by a Sovercign or top-level official

to control the behavior of saboardinate officials, the greater the

efforis rmade by those subordinates to evade or ecounterset such
control, 3

—-—

baaron Vildavsky, "Rescui ~ Loy
) lescuing Pelicy Analysis from FFBS,™ Ihe Joperes-
sinnal Record, 27-877, 1944, vol. 3, ’

5Anlen Schick, "Systems for Analysis: PFb and Its Alternatives,n
The Congiessional kegord, *7-877, 1569, vol, 3, pp. 820-21.

6

Anthony Ja, Mahagezort and MactiavelMd (1567), p. 3¢,

Thertert A, Shepard, "Inrovation-®asisting and Irnovation-Froducing
O-panizetiors,” in Benrds, Penne and Chir, The Flanning of Change, (1969),
p. 520,

8Anthorq Dene, Inside Bureaueracy (1967), p. 1A7.
r.
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lutonomy is one facet of organizational life which is very common to
schood ¢rsters,  In school studies in both Chicago and Boston, resecrchers
heve found & very high amount of organizational autonomy among principals
&nd departrent directors.9

Tha pover of hoarded information (Lhe motivation for which is the
desire to be free from controls) is an important reason that the central-
izalion cf information, a feature of ::an:r schemes for syatematic planning,
i3 resisted by organizationsal nemters who have bullit up thelr own jprivate
hoards, For exanple, I recently did resszarch in a school system in one of
tha major citles on the Easht Coast. A data processing center had been
established in that system in 1962. 1 discovered that the center had on
its tapes only some accounting information, some d:mographic data, 19
sceres, achievementy test scores, the courses puplls are taking and have
taken, ant the recovds on student grades. All other kinds of information
needed for planning were conspicuoasly absent. Sem2 interviewing revealed
that deparirant directors and principals refuse to share information so
that it can Ye stored. After seven yezars, the data processing center remains
a tnall operation off in the basement of «ne of the technical high 3chools.

Crozler also discovered, in studying two public bureaus in France, 10
that one of the keys !0 sobordinate autonomy or freedom 1s the way sSubondi-

nates are able to hoard scarce information. If they can create conditions

ISee Morris Janowits, Institution Buildirg in Urban Bducaticn (1969),
and C. Prooklyn Derr, "An QOrganization2l Analysis of the Boston School
Departeent,™ Bd.D Thesis, Harvard Craduate School of Education (1971).

104 chel Croeier, The Buresucratic FPhenomenon (1985), rp. 150-181.
Sec also Richard K. Waltoh, "iwo Strategies of Social Change end Their
Dilesmas,™ in Bernis, Benns, Chin, op. elt., pp. 167-175.
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of uncertainty by their possession of informatien, they become quite in-

disgensable. Thus, inforration is power and most organizational memters

at lower levels know this, at least intultively. They are not eager to
surrvender freely their scarce information, for as socn as they do, they
are likely to provide those above wit 1 furth:r pow:r and nake their own
1rositicns pere yslnerable,

Informatiocn hoarding resulting from the desire to be free from organ-
izational controls, has irplications for sducational planning. Among other
things, the fact rrovides us with another cationdle fecr involving sutordi-
nates in declision making and goud setting. Involvemernt would tend to
remove one of the motivations for subordirates to !eard their information.

A subordincte nould, as an alt-rnative stratepy, e.change the pover he
derives from inlormation hoarding for th2 influsnce he would gain from beiny
invalved in declision making &nd 20a8) &-tting. In other words, he could
trade some autonomy for influen-e. The decision would berefit from the
access Lo more information.

Afnother aspect of the hoarding of inforamation is that information
exchange must also be considered a motivational protlem dy educational
plarners. In educational planning, such attention is given to the technol-
cgy of infermation. Lstablishing ndequate criteria for performance and
determining cost eff2ctiveness and other measures as selection criteria
are exanples ot sot2 of tie musl important probleas facing the nation's edu-
cational system. It is no lcnger defensitle to respond to questions sbtout
scarce resources with excuses ty, ically used in the past, However, odlain-
ing and using information is alsd a motivational problen. Implesentation
of the plan dcas not completely depend upon a more oxtensive and up-to.date

Q
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system of maragerent intormation. The state cof rcadiness of the data

files may depend as much on tha willingness of subordinates to render
accurate and complete infornmation a8 it does on the ability of techniclans
in the system to organize and store the data,

iherzfore, cducational planning frequently vliolates two principles
of effective humen tehavior in organizations, By centralizing decision
making and objective setting, planning foregoes sutordinate commitmant to
organizational dzcisions and goals, This eventually w2akens the chances
}or successiul irplerentation of th: plea. It aleo fnhibits ths free
exchange of valuable information. By fscusirg on the technology of infor-
mation ard by stressing organizatioral centrol, acducational planners ignore
the iaportance of subordinate resistunc: to contreol by hoarding scarce
information. Information is power and it is unlik2ly that it will te fresly
surrendered ty the subordinates without scmething in return. Decentralieing
the objective settirg stage of educational planning would h2lp to facilitate
the exchange of subtordinate autonomy for subordinate influence. An improvad
informaticn flow--and better d2ciciorns--might result. The implementation
stage would also te favorably affected ty the incressed cofmitment of

subordinate3 to the educational cbjectives,

Organigational Develorernt

Creanigaticnal devalopment is a method of intervening in the processes
of organizstions for the purpose of planning relevant organizational changes.
Organigation developmxni typically involves the following kinds of activie
ties: pgetting together &n OD tean romposed of the right comdbination of
expertisz; entering the organization a4 negotiating the organizational

ERIC 8
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change contract in such a way that there is muximun opportunity to use the
OD methods: collecting datr; diagaocing the orginizational problems;
feeding back the data to ths client for joint action-planning; deciding
with the ¢!i~nt on the most appropriate change interventior; and sustaining
the intervention until such a time that the client has devaloped his own
capacity for organizetional change and is ready to sever his relationship
with the OD cyecialists,

To u..derstend what D dees and how it can prove to te useful for
educationral ple-<ners, a clesr underctanding of its purpose is essential.

ha over-22) goal of OD is to change the culture of a living system so that

the orgar: ' ~u tccomes “"self-renewing," Self-renewing crganizations are
adaptive . he long run; hence, they are not set in any single organiza-
tional st: -are or procedure. Vhile thers is typically some formal hier-
archy, o " -ational form follows funstion. Pecple are organized into
groups 2 specific problems; toth the strusture of tle crganization
and the ‘'~ 15 used in the greups chaage to suit the nature of the current
probless. - a self-renawing educational organization, for example, plan=-

ning wouid b= dore ty problemssolving groups at all levels of the organi.
eation. The planner would not te concernad thel a perfect medel be followod;
ratter, he would be most concerned that all group members were operating
within the framework of the plan and that they w:re using effective methods,
In self<renewing organizations, decisions &re made by persons who
have the infornmation. Instead of teing preoccupied with identifying the
decision makers eccording to who has legitimate suthority, emphasis is
placed oh the best possible decision. Decision msking requires adequate

information; all too often, those in authority sisply lack the information

9



or have it in distorted foii:. because, ¢s we stated earlier, subordinates
vee their scarcez inforaation to oblain and maintain power,

The implications of this aspect of self-renswing organization for
educational planning are that the planning functi-n would be decentralized.
That is, instead of btuilding .n organization which genzrated all of the
information upwards so that those at the Lop could choose between several
alternatives, an organization would be designed such that decisions were
made where the information is, Some examples of this for educational organ-
izations mizht be the following. A group of students, parents, and teachers
might decide on the textbooks to be used in a particular grade level,
Principals would have the right to have a say about the kind of in-service
training they would receive., The central office would make some district-
wide policy decisions and be very much a part of most descisions, but no
central group would be empowered to make decisions for others when those
others were the ones ‘o ke affected b;" the decisicn., The planners, of course,
would have te b= in on all the far-reaching decisions,

In self-renewing organizations, there are sensing processes and feed-
back mechanisms to tell when changes are nceded. Thers would be, for example,
very open communication betwecn the planners and the rest of the organiza-
tion so that the plan could be adjusted according to accurate feedback about
changes in the environment. This seems to already be a feature of many
planning models, Szlf-renewing organizations are also managed according to
specified goals accepted by all the members. The organization learns
systematic methods (e.g., problem-solving techniques) for dealing with
obstacles to reaching these goal's. The goals, naturally, are subject to

change as the environment of the school district changes, but planners in

10
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a zelf. rencving oiganization could count on possessing a set of objectives
arrived at b group consensus which would be "owned!" by the whole organiza-
tion, This may enhance the potential for implementing the plan tecause the
group members would already te committed to the goals and the performance
objactives which would be chosen by decision-makers and planners as the
objects of the planning process,

Finally, in self-renewing organizations there is a culture or
climate which permits the features mentioned above to take place., There is
open, direct, and clear corrunication, Conflict is viewed as incvitable
and natural and is brought cut and managed so that it can te used creatively
instead of impeding the work to be accomplished. OCreativity, even wild
dreaming, is encouraged. New ideas and new persons and groups are seen as
additional resources rather than as trouble makzrs and threats. A climate
of trust is developed wherein people more willingly exchange information.

Thos> are the goals of organizatior development. However, such an
ideal state might seem very difficult to attain. VWhat are some of the OD
methods used to help organizations becom: self-renewing?

Program 30 at the Center for the Advanced Study of Educational Admin-
istrotion, CASEA, at the Univers®ty of Cregon, has systematically developed
a technology called "laboratory training for organizational development"
which attempts to develop self-renewing organizations. There are other
OD technologies available, btut the CASEA methods exemplify the use of the
0D metnodology. Typically, organizational training as practiced at CASEA
uses three major stages to bring into operation a more self-renewing school

organization:

11
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Stage_1: Improving Communication Skills. Functions within schools,
as in all other organizations, are '"carried" through interpersonal inter-
actions, Typically, human beings in organizations lack skill in communicating
clearly and succinctly, In the first phase of crganizational training,
memoers of a schcol or district improve their discussions about interpersonal
or interrole problems by simultaneously practicing new ways >f communicating.
The first step, then, is to build increased openness and ease of interper-
sonal commurication among the participants by training them in the skills of
paraphrasing, describing bzhavior, descrihing own feelings, and checking
their perceptions of others' feelings., The intervention aims to develop
skillful, constructive openness; by doing so, it helps the staff develop
increased confidence that communic-ition can have worthwhile outcomes.

Improving communication also improves the potentiail for planning in
an educational organization, It increases the openness so that more infor-
mation is exchanged., It facilitotes interrersonzl relations such that
information is not used deviously (e.g., hoarding, blackmsil, sabotage)
between persons who dislike one another. It improves the quality of the
information exchanged so that the planner can te confident that the data
messages he has received are really those which were sent.

Stage_2: Changing Norms. After increasing communication skills,

the next step is to build new norms that support interpersonal openness

and helpfulness zmong the members of the group being trained, As a lever
with which to chanse group norms, we can use the desires of the participants
to ameliorate some of their actual problems. For examule, we often invite
the faculty of a school to state some frustrations they are encountering in

the school and to practice a sequence of problem-solving steps to reduce

12



these frstrations. An activity like this can lead to reduced frustrations
and to thc salisfaction of knoring that others value the contribution one
has made to organizational preblem solving. Changes in organizational norms
of opennass and candor can occux becausa. staff nmerbers find themselves
behaving in new ways in thedr actval work-groups.

Changing norms .s also important for educational planning. If a
climate of trust and openness can be achicved in a school district, it will
then be much easier to plan. Superiors will be more trusting of subordinaies
when they ask them to join in organizational decicion making and goal set-
ting. They will value their opinions much more than in a patronizing
system where the Loss is told what he wants to hear, Subordinates will in
turn feel useful and be more apt to make better use of their resources.

They will also trust superiors and be more willing to give up their personal
autonomy power to become involived in organizational issues. Our research
11

at CASEA supports these assertions.

Stage 3: Structural Chénge. The culminating phase of organizational

training builds into the organizational structure new functions, roles,
procedures, and policies. The n=w s*ructures shculd become part of the
fabric of the school organization. They should be formal and institutional-
ized with budgetary support. For example, at CASEA we are presently working
with two elementary schools helping them change their organizational struc-

ture from a traditionally self-contained classroom form to a team teaching

llSee FLilip J; Hunkel and Richard A, Schmuck, Organizational Training
In A School Faculty, Center for the Advanced Study of Educational Administra-
tion, 1970.
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mode of organization, Using OD methods, we are helping the teams work
effectively tngether, Each team is becoming & planning unit of its own.
Teams identify their teaching objectives within thz framework of system
constraints, They decide how to use their resources to meet those objec-
tives, and they examine the forces which will facilitate or restrain them
from implementing the plan, They then make plans to surmount the restrainiag
forces, When they have firished the process, they have produced a set of
action plans to which there is a high degree of commitment and in which
all of the tcam members have a part in implementing. The team leader then
acts as a "linking pin" to piresent the goals and plans to the principal.

4 planning team comprised of the principal and the tezam leaders then makes
plans for the whole school. The plans which result ar: usually both

realistic and enthusiastically supported by the entire school staff,

Utility of OD Methods for Fducutional Plannineg

It is proposed that orgsnizational development is potentially useful
in conjunction with educational plannirg methods to create 2ffective edu-
cational organizations. The following propositions explain where and how
CD can be useful,

Proposition 1: OD nethods can be used to help the orgenization

identify the objectives to which its members are
really committed.

An 0D objective-setting workshop might take place prior to the setting
of objectiwves phase of planning. The planner could then compare the formal
organizational objectives with the objectives of the memters. He could,
where possible, opt for the alternatives to which the members would really

be committed (i.e., their objectives). Planning based on objectives to

14
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which members of the organization are already ccmmitted, would certainly
enhance the implcmentation stage of plamning.

Propocition 2: OD methods can be used to change norms and

o build a climate of trust in the organization
such that better planning information is
exchanged.

One result of working on communication skills, for example, is that
increased openness results as the skills are improved. Openness makes for
improved interpersonal relations. When new norms of support, constructive
feedback, and hclpfulness are then introduced, a general climate of trust
pervades the organization. This ~limate, it is prcposed, could help
plenners to obtain more and Letter information.

Proposition 3: The OD method can be used to effectively

decentralize decision-making without
destroying authority relationships so that

subordinates will give more information
(autonomy) in exchange for influence.

In an 0D program, those in authority are encouraged to manage their
own jurisdictien, not to try to be all psrvasive in the organization, to
manage everything but nothing very well. At CASEA, we have fcund that
principals, department directors, superintendents, and even teachers have
a propensity for meddling in the organizational affairs of subordinates
and reers. As a result, they sometimes do a poor job of managing, for such
a strategy is impractical, A special part of OD training teaches leaders
to trust their subordinates to make appropriate decisions. It teaches sub-
ordinates that there are some decisions those in authority must make, It
teaches peers to be helpful but not to meddle in one another's affairs when
it is not appropriate, |

Using Q0D techniques for decentralizing decision-making has implica-

tions for educational planning. The planner would have to learn to adapt
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his models to differen® hierarchical levels. That is, there wouli be a
range of planning or organizational paramesters within which those at the
various levels could mak:s choices appropriate to their jurisdictions.
Within these parameters, the varicas work groups and decision-makers could
generate their own problem solutions and action plans. As a result of this
approach, howaver, it is expected that belter decisions would result.
Decisions would be made where the information is., A decentralized form of
decision-making assures subordinates of appropriate influence, Such assurarce
would naturally encourage them to share their information more willingly.
Thus, more information as well as better information would result from
building a climate of trust and decentralizing decision-making.l2

Proposition 4: The OD method can hbe used to help the

educational planner develop better

rapport with those who work in the
organization,

Presently, many planners are negatively viewed by persons in the

organization., One teacher told me:

VWhenever Mr, X from the Educational

Planning Center coines around, I clam

up. He is snooping around to find

ways to cut my budget or make things

more inconvenient,
Instead of being perceived as a spy, a manipulator of the system, or a
person who is out to destroy one's ability to te effective, the educational
planner could be seen as an important member of the educational team. OD

methods could be used for the planner to express his needs, purposes and

resources to the rest of the school system.

12The importance of decentralizing decisions in educational planning
has already been recognized by some educational planners. See Eidell and
Nagle, op. cit.
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Fropositicg_§: The 0D method can provide the kind of
general organizatlional climate or
culture in which planning can operate
more effectively.
After using the OD method in school organizations, it has been our
exrerience at CASEA to witness more involvement on the part of teachers
and administrators. Open and clear communication prevails, A plzn in whi~h
the members themselves have heen involved, is percaived by the whole organ-

ization as an important, working agreerent to which organizational members

gear their efforts,

Summary

Some aspects of current educational planning which violate principlss
of effective human organization have been criticized. The centralization
of goal setting and decision-making and the failure to consider the motiva-
tional and political implications of information have been especially
pointed out as examples of such violations. Organizational developnent as
a vital part of the technclogy of organizational change has been explained.
It was suggested that 0D, together with systems planning, should go far to

improve educational organizations.



